Data on employee motivation, work satisfaction, and organizational climate were collected from a recently nationalized public sector organization to study the implications of organizational variables for efficient working, with particular reference to workers' participation in management. While the managerial employees showed strong motivation for influence and influence-backed motivation for personal achievement, the workers showed strong motivation for social achievement backed by need for personal achievement. The author feels that the patterns discerned in the analysis are likely to create interpersonal problems and conflicts, and would come in the way of workers' participation in management.
The present study examines the implications of employee motivation, work satisfaction, and organizational climate for the functioning of the public sector enterprises with particular reference to workers' participation in management. The data on employee motivation in a large public enterprise were collected with the help of a semi-projective instrument consisting cf a set of six pictures. The subjects wrote stories in response to each picture, following standard instructions. The stories were analysed for personal achievement motivation or need for personal achievement (nPA), social achievement motivation or need for social achievement (nSA) and desire for influence (Inf) as well as for the combination of these three motivations. Each of the six stories was examined for each of the seven types of motivation, resulting in seven total scores for each individual. Details of the scoring system and certain conceptual issues are discussed elsewhere (Mehta, 1976a) .
Employee Motivation
Need for Personal Achievement (nPA): Need for personal achievement or personal achievement motivation indicates desire for competing for personal success in relation to certain standards of excellence. This is reflected in desire for personal career development desire for improvement in one's own life, desire for better education and better prospects for children, and desire for improving one's own work performance. In each situation, there is a personal achievement goal. In the context of an organization, it could be reflected in the concern for career advancement as well as concern for improving one's own performance. Conceptually it is similar to need for achievement with somewhat different sub-categories.
Need for Social Achievement (nSA): Need for social achievement or motivation for social achievement is indicated by desire for some kind of collective success in relation to some standards of excellence. It is indicated by desire for raising overall productivity and production, desire for national prosperity, desire for better life for the community, and desire for safety. These desires reflect some kind of superordinate achievement goals. In the context of an organization it may be reflected in desire for better group performance and desire for overall human resource and production development. The diference between motivation for personal achievement and motivation for social achievement essentially lies in the nature of achievement goals. In the former case, the emphasis is on one's own personal advancement/improvement, while in the latter case the emphasis is on community/group advancement, improvement, or performance. This is similar to the concept of group achievement motivation (Forward, 1969; Zander, 1971) .
Desire for Influence (Inf): This is indicated in desire for influencing other people and the surrounding environment-maybe at work, in family, and elsewhere. In the context of an organization, it may be reflected in desire to be "important," to have better status and/ powers, desire to influence subordinates and/ or superiors, desire to take initiative than to be a passive recipient of others' instructions. Conceptually, this is more similar to Ulleman's need for influence (1972) and less similar to need for power (Winter, 1973) .
Need for Personal-Social Achievement (nPA-SA): This is indicated by the combined concern for personal as well as social achievement. In the context of an organization, it is indicated by desire for one's own personal advancement as well as advancement of others and the organization. The concern for personal achievement is there but there is also concern for social achievement. The two are, therefore, integrated as the combined motivation for achievement.
Influence Oriented Personal Achievement (nPA-Inf): Here the concern for personal achievement is combined with desire for influence. It is, therefore, indicated by desire for personal advancement, or personal improvement, or desire for some kind of standard of excellence in one's own performance and, at the same time, desire to influence others and the environment. Persons with such motivation would desire to act and influence decisions, maybe for personal achievement.
Influence Oriented Social Achievement (nSAInf): Here the concern for social achievement is combined with desire for influence. Persons with such motivation desire for some kind of social achievement; they also want to influence others and the environment.
Influence Oriented Social-Personal Achievement (nSA-PA-Inf): Here the motivation for achievement (both personal and social) is combined with desire for influence. In this case, persons have desire for personal achievement, social achievement, and influence.
Motivation in Managerial Employees and Workers
The data were collected from 204 participants in programmes on worker participation. They included 68 managerial employees and 136 workers' representatives of a recently nationalized public enterprise. The stories from the respondents were assigned to any one of the seven need patterns, or scored as unrelated. Table 1 gives percentage distributions of stories. A little more than one-third of the stories was found to contain imagery for influence, one-fourth showed imagery for personal achievement and one-fifth for social achievement. Stories showing a mixed imagery containing more than one need were not many. On the whole, the managerial employees showed greater desire for influence while the workers' representatives showed greater need for social achievement (see Table 2 ).
Need for Personal Achievement: The managerial employees and workers' representatives showed no significant difference in the level of their need for personal achievement; the latter showed slightly higher mean score as seen in Table 2 . This need was scored singly and in combination with other needs. The two groups of employees did not differ significantly on need for personal achievement either singly or when it appeared in combination with other needs. There was, however, a tendency among workers' representatives to show slightly greater need for personal achievement. Gokulnathan and Mehta, 1971; Mehta and Mohta, 1974) . Although a somewhat different sub-category system has been used to derive the score on need for personal achievement a slightly higher score for workers' representatives than the managerial employees did suggest that traditionally disadvantaged employees tended to show same, if not higher, personal achievement motivation as middle class white collar employees.
Need for Social Achievement: The workers' representatives showed a significantly greater mean score for social achievement than the managerial employees. When all stories containing need for social achievement either singly or in combination with other needs, were considered, the former showed much higher mean score than the latter. There was no doubt that the workers' representatives were definitely more concerned about social/community/group achievement than their managers in the same organization. Some specific data regarding the imagery in tht stories of these two groups of respondents, as reported elsewhere (Mehta, 19766) , clearly showed the difference. The workers tended to think more about production, general safety, eradication of poverty, national prosperity, and well being than the managerial employees. Such significant and dominant imagery in the consciousness of workers assumes great importance in view of the increasing emphasis on raising production in public enterprises. Surprisingly, the managerial employees who are supposed to work for increased production do not show this desire sufficiently in their imagery and motivation.
Desire for Influence: The managerial employees probably made good their low need for social achievement by showing much greater desire for influence than the workers' representatives. Taking stories containing imagery for influence together, desire for influence emerged as the most dominant need among the managerial employees. The difference is not surprising. The managerial employees enjoyed much greater influence and power in the organization than the workers and their representatives. This is likely to create conditions for dominative, and sometimes hostile, interpersonal relationships between the two groups.
Personal and Social Achievement Motivation: When the two needs for achievement were combined, the workers' representatives emerged Vol. 2, No. 3, July 1977 as the winners. They definitely showed greater combined achievement motivation than the managerial employees. The workers showed greater concern for good production and stand? rd of excellence in their personal as well as social/ group performance. This is interesting in view of other research findings on achievement motivation.
Influence Oriented Personal Achievement: The managerial employees showed significantly greater influence oriented personal achievement motivation than the workers. This concern for personal achievement, backed by desire for influence, is likely to create desire for influence, status, and career advancement This finding is not surprising with the white collar managerial employees.
Influence Oriented Social Achievement: The workers' representatives showed significantly greater social achievement motivation backed by desire for influence. They showed much lower desire for influence by itself, but it was high when combined with need for social achievement. The two needs, therefore, suggest a qualitative difference. It was not influence per se but influence and social achievement. It appeared that the workers desired influence for social achievement goals.
Influence Oriented Social-Personal Achievement: Here also the workers showed signifificantly greater combined concern than the managerial employees. It was more or less similar to the finding with regard to influence oriented achievement motivation. It is interesting, however, to find the workers showing definitely greater concern for accomplishment, performance, and achievement related standard of excellence as well as desire for influence, presumably for achieving such goals, than the menagerie I employees.
Perceptions and Feelings
The relationship between organizational climates and individual motivation is well documented (Vroom, 1960; Litwin and Stringer, 1968; Sinha, 1969; Agrawal, 1976) . The differential motivation patterns among the employees underline the importance of understanding the organizational context and perceptions and feelings of the employees. During the various training programmes and workshops conducted by the author in this organization, the managers and workers' representatives discussed various organizational problems and made a number of points indicating their perceptions and feelings. An analysis of the data threw significant light on the perceived work climate in the organization. Perceptions of 75 managerial participants are summarized in Table 3 . The managers felt that the management as a whole had become more effective than it was before nationalization. They thought that there was more planning and coordination. At the same time, they felt that it had become more bureaucratized and that power had been centralized at higher levels of management. They perceived their work environment plagued with high degree of alcoholism and musclemanship, intense trade union rivalries, and a general tendency for faultfinding. They felt that they were overworked with inadequate staff and inadequate support from top management as well as the subordinate staff. Such perceived work environment gave rise to feelings of helplessness and all-round insecurity. They did not feel involved in decisionmaking process. They were distressed to find not only lack of support but also lack of respect from both workers and senior managers. They thought that the climate in the organization was mistrustful and non-participative. They themselves had low job satisfaction.
The perceptions indicated insecurity on the one hand and, on the other, desire for greater respect, greater participation, and more powers. They clearly desired to have better status and authority in the organization. Interestingly, their perceptions were concerned primarily with their status, power, and role. In fact, they considered the situation as giving them more and more responsibility and work, and less and less protection and support. At the back of such feelings was the social context of small private units from wherethey were integrated into the nationalized industry. It was interesting, therefore, that they perceived that the management was efficient but they themselves were less powerful and not respected.
Senior Managers' Perceptions
Some senior managers participated in a workshop to discuss problems facing workers' participation in management. Their perceptions and feelings about the extent of managerial employees' participation in management, particularly of those at lower levels, are summarized in Table 4 . There was a general agreement that participation in management activities was not adequate. They thought powers were not delegated properly. Their decisions were not supported at higher levels. They were not properly informed about the activities of the company. Their personal and other needs were not satisfied. The working conditions were poor and the working hours were long. They felt that the intercommunication was very poor. Their role in implementing the programme of workers' participation was rendered ineffective owing to poor working conditions. The operational level managers attended all kinds of meetings, some of which were stLtutory and involved hard work. They hardly found time to convene and participate in shop floor and joint councils.
It is clear from the above that managers responsible for implementing the workers' participation programme strongly felt the lack of their owni involvement and participation. The feelings are more or less similar to those summarized in Table 3 . It appears that the dominant concern in the managers' perception was for better working conditions and adequate and effective influence in the organization.
Workers' Perceptions
The representatives' image of officers, labour leaders, workers in general, and their perceptions of some problems are summarized in Table  5 . They perceived their officers (first line supervisors, operational level managers, and assistant managers) as timid and easily provoked. They thought that the supervisors were generally inexperienced in work problems and personally vindictive to subordinates and workers. They liked and desired flattery and treated workers as slaves. They did not listen to the workers and prevented them from expressing their points of view. It was interesting, therefore, to find that the managers felt lack of respect for themselves from the workers while the workers felt that the managers treated them as slaves. Interestingly, the workers also felt that their supervisors did not have adequate powers and, at the same time, avoided using whatever powers they had to take decisions. The managers were worried about the prevalence of musclemanshipand interunion rivalry while the workers felt that the managers were not interested in developing local leadership.
The workers also thought that some of the labour leaders were selfish and resorted to force and coercion. They did not listen to the workers and were easily provoked. They, however, perceived some changes after nationalization. They thought that the workers in general were timid and afraid of victimization. They were uneducated and conservative and, therefore, fell easy prey to the leaders and managers.
The workers' representatives felt concerned about poor supply of materials, malpractices in stores and purchase, improper fixing of targets and faulty planning, and misuse of welfare funds.
From the images and perceptions, the workers did not perceive significant changes in managers'/ officers' behaviour after nationalization and thought that they continued to be authoritarian and "bossy." They were also not satisfied with the general level of consciousness among their fellow workers. They wanted better planning and better social and working conditions. Their perceptions, therefore, indicated concern for production and general welfare of the workers and improved working conditions. They also expected better treatment by their supervisors as well as from their own leaders; they also desired the workers in general to be more assertive.
The managers' and workers' perceptions and feelings and perceptions of the work climate provided further support to their various need patterns. They indicated that the perceived organizational climate was mistrustful, disrespectful, anxiety ridden, and authoritarian in nature. The feelings indicated dissatisfaction among all, maybe for different reasons. The managers, who were not happy with the atmosphere and working conditions, were perceived by their subordinates as authoritarian and aggressive.
Motivation and Work Satisfaction
As reported elsewhere (Mehta, 1976c; Mehta and Jain, 1977) , the workers' representatives and the officers provided data on satisfaction with various work-related situations as shown in Table 6 . The various need patterns showed varying patterns of relationship with workrelated satisfaction. Need for personal achievement showed practically no relation with work satisfaction. On the other hand, need for social achievement almost uniformly showed significantly negative correlations, while desire for influence showed uniformly positive correlations. The combined achievement orientation also tended to show negative correlations with work-related situations. The combination of influence with personal achievement tended to enhance work satisfaction, while the need pattern formed by the combination of social achievement, personal achievement, and influence tended to lower work satisfaction.
Need for social achievement and desire for influence showed diametrically opposite relationships with work satisfaction. Persons with high degree of desire for influence, with/without need for personal achievement felt more satisfiec with the perceived amount of influence and autonomy, available work amenities, intrinsic nature of the job, and interpersonal relations with the supervisors and peers. On the whole, they were definitely more satisfied with work situation, while persons with high combined achievement orientation, particularly those with high motivation for social achievement, found the same situation definitely less satisfying.
The data suggested that organizational work situations provided conditions for satisfaction to such persons who were high on desire for influence, while the same conditions did not provide enough challenge and satisfying work situations to those with high need for social achievement. The interactions of organizational work situations with the individual's various need patterns resulted either in individual work satisfaction or dissatisfaction.
Need Patterns and Social Outlook
The personality direction of persons with various need patterns are given in Table 7 . Those with high need for social achievement showed a significantly negative correlation with authoritarian tendency (for data on instruments, see Mehta and Rao, 1977) , while those with high desire for influence showed a significantly positive correlation. Such persons also showed positive correlation with sense of political powerlessness as well as with social and moral dogmatism. Interestingly, need for social achievement as well as need for personal achievement tended to lower the sense of political powerlessness. The data indicated the presence of an authoritarian personality tendency among persons with high desire for influence and a non-authoritarian (or democratic) personality tendency among those with high need for social achievement.
Climate, Personality, and Satisfaction
The data suggested an interesting theoretical paradigm of organizational climate, personality, and work satisfaction. Individuals with high desire for influence in the organization and satisfied with work situations showed clear authoritarian tendency in their personality, while persons with high need for social achievement and less satisfied with work situation tended to show democratic tendency in their personality. It seemed that the organization provided greater satisfaction to persons with high authoritarian tendency and high desire for influence. The democratic oriented persons with motivation for social achievement were not satisfied. Individuals with varying degrees of authoritarian personality tendency with varying need patterns interacting with an organizational climate, perceived mostly as authoritarian, showed varying degrees of work satisfaction. Work satisfaction emerged as a function of organizational climate, personality and need patterns (see Figure 1 ).
The managerial employees showed significantly greater desire for influence than the workers while the latter showed significantly greater need for social achievement. The data clearly suggested that the officers as a group were more satisfied with various work situations in the organization. The officers tended to show authoritarian tendency with high desire for influence. The workers' representatives showed greater democratic tendency and greater need for social achievement. Since employees enjoying higher occupational status and income are expected to show higher desire for influence (Winter, 1973; Ulleman, 1972 ) such findings are not surprising. Influence motivated employees tended to be authoritarianly manipulative or machiavellian as suggested by Christie and Geis (1970) . What was furthbr interesting was that such employees found organizational work situations more satisfying.
Socio-Economic Mobility and Employee Motivation
Individuals in any work organization look forward to better future. They also look forward to better rewards, better housing, and better occupational status in the organization. Interestingly, such socio-economic mobility has important bearings on the individual's motivation, as seen in Table 8 . Uniform increase in the individuals' desire for influence was noticed with increasing status of the individuals. The same kind of socio-economic mobility was associated with significant decrease in the individual's need for social achievement. The combined achievement orientation formed by need for personal-social achievement also showed a decline. The influence oriented concern for personal achievement tended to go up and the influence oriented social achievement tended to go down with increasing income, housing, and occupational status. Interestingly, increasing income showed positive correlation with need for personal achievement as well as a combined need pattern of personal-social achievement and influence. Occupational status tended to weaken all other needs except desire for influence. It was clear, therefore, that the socioeconomic mobility of the individual within the organization has important differential bearings on his various needs.
Management Development Programmes
The significant decrease in need for social achievement and increase in desire for influence with increasing socio-economic mobility within the organization has important implications for management development programmes in public enterprises. One of the purposes of such programmes is to help career development of individual employees. Promotion from a junior to a senior post and periodic increments form a very important part of reward policies. The various training programmes also seek to prepare employees for higher roles in the organizational hierarchy. Tha presant data suggest that the same programmes are likely to increase desire for influence in the managerial employees along with need for personal achievement.
As the results showed, influence oriented need for personal achievement tends to increase as employees progress from junior to senior posts in the organization. The results in Tables  9 and 10 further show that socio-economic mobility was not that definitely associated with need patterns in workers' representatives as in the case of the managerial employees. In fact increasing income, education, and housing facilities showed positive correlation with need for social achievement in workers' representatives. Desire for influence in them showed no relationship with socio-economic mobility. The influence oriented concern for personal achievement as well as the influence oriented concern for social achievement showed significant decrease with increasing occupational status in workers' representatives. Desire for social achievement as well as desire for influence separately showed no such association. Interestingly, need for personal achievement also showed significant decrease with occupational status. Not only the organizational climate but personnel policies also seem to have important roles in developing, sustaining, and activizing various individual needs for employee motivation and work satisfaction.
Management development programmes which seek to promote, maybe indirectly, socioeconomic mobility among supervisory employees may also, at the same time, accentuate their desire for influence and weaken their desire for social achievement and influence oriented personal-social achievement. There seems to be need for rethinking about the entire strategy of management and human resource development programmes in the public enterprises. This is particularly important in view of the increasing emphasis on collaborative behaviour and participative management along with emphasis on common achievement goals and increased productivity. A single minded pursuit of career, status, and power probably do not go well with the aims of a public enterprise. This is further so in view of the national policy for worker participation in management.
Motivation, Policy, and Participation
The results have several implications for the functioning of participative management in particular, and the public enterprises in general. As Dhingra (1973) found, older managers tend to be more participative than the younger ones, but the latter were more rapidly promoted. In the present study, employees' age (A=0.13; significant at 1 per cent level) showed negative correlation with desire for influence. As the employees advanced in the occupational hierarchy, significant increase in desire for influence was noticed. Dhingra's findings about greater promotions for the younger non-participative managers and our finding that the younger employees had greater desire for influence and also that they increased their desire for influence as they progressed in the organization tend to suggest that the organization rewarded employees with non-participative and authoritarian tendencies. Greater reward for such employees, i.e., those with high desire for influence and greater authoritarian tendency, is likely to promote authoritarian and dominating work climate in the organization. In fact this is how the climate has been perceived in the present case. As the climate becomes authoritarian, the machiavellian tendency is reinforced by greater rewards in the organization. With such objective conditions, chances for participation of others, particularly workers, decrease. Such "dogmatic" employees with high desire for influence, as Druckman (1967) found, tend to resist bilateral discussions and indulge in unilateral planning. Their strong ego is likely to be detrimental (Collins and Guetzkow, 1964) to group tasks where sublimation of self is required.
The feelings of power and control over one's own fate increase when poor people are given roles of influence and responsibility (Gottesfeld and Dozier, 1966) . There is no wonder that the workers' representatives as a whole have shown significantly lower desire for influence than the managerial employees. One of the main purposes of worker participation in management, as various studies suggest (Almond and Verba, 1963; Blumberg, 1968; Pateman, 1970; Mehta, 1976c) , is to promote assertion and efficacy in the participants. As Gorupic and Paj (1971) have put it so succinctly, participation enables workers to assert their interest against bureaucratic centralism. Participation in management would, however, become successful only when objective conditions and proper employee motivations exist in the organization. Our study raises serious doubts about the role an dmotivation of the managerial employees.
Relative Deprivation and Rising Expectation
Various socio-economic measures and developmental activities initiated in the past have improved the working conditions. The programmes have, at the same time, led to rising expectations among weaker sections of the employees and workers. As Abeles (1976) found, rapid socio-economic changes in the conditions in the U.S. during 1950s and 1960s made the Negros more and more aware of their deprivations vis-a-vis the Whites. The dramatic increase in negro militancy resulted from this sense of deprivation. As Gurin et a/. (1969) have suggested, fraternal deprivation may lead the individual to perceive the problem in terms of a group instead of an individual and thereby predispose him to group actions.
The low work satisfaction and the feeling of deprivation in the workers' representatives have to be viewed in this context. Their perceptions (Table 5 ) probably indicate some kind of fraternal comparison of their group with their immediate supervisors and other off icers. In spite of improved working conditions (there has been considerable improvement after nationalization) the increased aspirations and fraternal comparisons lead to resentment and dissatisfaction. The organization climate, personnel and work policies, the managers' desire for influence, their authoritarian tendency, the worker's own need for social achievement, and maybe their weak desire for influence further accentuate such dissatisfaction.
Implications for the Organization
The pattern of employees' motivation, their personality tendency, and the nature of organization and policies pose several problems for the functioning of public enterprises. Some implications are hypothesized below.
A strong motivation for influence among the managerial employees as well as influence backed motivation for personal achievement are likely to activize such people for power and status satisfying career goals. Such employees are likely to promote keen interpersonal competition, leading to mutual mistrust among themselves. They generally set the tone of work climate in an organization. They are likely to create competitive, mistrustful, and career oriented climate in the organization which, in turn, is likely to further reinforce such motivations.
A strong motivation for social achievement backed by need for personal achievement is likely to create aspirations among the workers for their own as well as their group's advancement and development. At the same time, a relatively low influence motivation in them is likely to create a discrepancy between their aspirations and perceived subjective competence for implementing such aspirations. Such psychological needs coupled with feelings of relative fraternal deprivation vis-a-vis the managerial employees are likely to promote dissatisfaction with various work related situations.
The motivation patterns such as described 
